200     COMMON SENSE AND LABOUR
When there is no work you do not have to pay a man;
under our haphazard system of society we have
been accustomed to "lay off" a man whenever there
was no work for him to do. The development of
cost accounting has shown that laying off men and
shutting down or running on part time is about the
most expensive of factory diversions and every-
where intelligent management is recognizing that
part of its task, in order to qualify as skilled, is to
keep the plant going twelve months of the year.
The interest on the money invested in machines
keeps right on whether or not the machine is running
and in addition the obsolescence (or getting out of
date) of a machine is a factor always to bear in mind.
Many a machine kept idle for three years and "as
good as new" is worthless nevertheless because a
better style has in the meantime been invented.
Thus, adopting a machine is something more than
just discovering if the work can be done by a machine.
There is the classic case of a man who having made
large savings by the introduction of labour-saving
devices became so obsessed with the notion that he
put in a mechanical conveyor to replace a man with
a truck. The conveyor worked as conveyors do
and the sight gave the owner great satisfaction, but